Leadership is widely considered to be an important aspect of organizing and there are several reasons to suggest that managerial styles are of particular relevance in this context. However, there is a dearth of both theoretical and empirical work on leadership styles and their subsequent effects on middle managers' organizational commitment, their job satisfaction, their communication and their managerial effectiveness. The aim of this paper is to report the findings of an empirical study exploring the relationship between four prominent models of leadership and the fundamental organizational features such as commitment, satisfaction, communication and effectiveness, regarding a variety of measures of variables such as the organizational structure (i.e. the type of branch) and the managers' individual traits (i.e. the age, the education level).
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Introduction
This study has attempted to collect and analyse data on a number of personal as well as organizational variables that are considered potentially useful in explaining the leadership styles of managers and the fundamental features such as their commitment, their satisfaction, their communication and their effectiveness. Such data include the gender, age, length of service in present organization, education level, hierarchy, size and type of organisation. The objective of the study is to examine the impact some of these variables have on the leadership style practices of managers and characteristics as commitment, satisfaction, communication and effectiveness.
While a significant amount of the research effort of the study of the leadership styles of managers has focused on only one personal dimension such as the impact of gender or age or education level differences (Collard, 2001; Eagly & Johannesen-Schmidt, 2001; Kabacoff & Stoffey, 2001; Schubert, 1988) or on one organizational aspect such as hierarchy and its impact on leadership ( Jacues, 1990; Mc Daniel & Wolf , 1992; Stordeur, Vandenberghe & D' hoore, 2000) , it is believed that a better approach would be to examine both the personal and the organisational dimensions to effective leadership practices and the competences/situations of commitment, satisfaction, communication, effectiveness. For example, Gill (2003) is of the opinion that leadership behaviour theory and research appear to be disconnected and directionless because little consideration is given to both personal as well as organizational variables that influence the nature and impact of leadership.
In the modern management of human resources it is useful to investigate whether, there is less use of directive form of leadership in preference to transactional, transformational and empowering leadership practices. If so, such practices will be in line with the expected liberalisation in today' s world as different from yesterday' s more authoritarian styles of organisational management. Similarly, as Kabacoff (2002) remarked, it would be useful to know what personal characteristics, such as age, have on leadership practices which is supposedly based on some suggested principles. For example, how do older and younger top or medium level organizational leaders differ in their leadership activities? Knowledge of the answers to these and similar questions can be used to improve the management of human resources.
International Journal of Business and Management www.ccsenet.org/ijbm 4 The present work, therefore, attempts a more comprehensive research of the leadership styles of managers examined from both personal as well organisational dimensions to give a more complete picture describing both the individual as well the joint impact of these variables on managerial practice.
Collecting data from over 190 managers from an organization in Greece and consistent with our objectives, the balance of this article will briefly review the literature on the extent to which personal and organisational variables could, individually and in various ways, affect the practice of leadership. It will discuss research studies exploring similarities and differences in the leadership styles of managers based on personal as well as organisational considerations. After outlining details of the method adopted for the study, its results will be presented and discussed and their implications will be explored. A summary and the conclusions of the study will finally be highlighted.
Theoretical underpinnings of the study
The nature of an organization's human capital and the way it is managed can have an impact on employee and firm performance (Wright, McMaham, & MacWilliams, 1994; Wright & Snell, 1998) . Within this strategic human resource management literature, researchers suggest that employees differ in the importance of their contribution to the organization's success (Delery, 1998) . As a result, organizations may adopt different human resource management practices for different employment groups based on variations in their levels of knowledge, skills, abilities, and expertise, as well as, expectations concerning psychological contracts, organizational commitment, and the like (Lepak & Snell,1999a; Tsui,Peace, Porter &Hite,1995; Tsui,Pearce,Porter, & Tripoli,1997) .
Just as researchers recognize that different workers exhibit a variety of perceived obligations and expectations in their exchanges with their firm (Robinson, 1996) , a similar distinction exists within the leadership literature. That is, the leadership literature has a rich tradition of conceptualizing leadership typologies. In a typical typology, leader behaviors are theoretically clustered into prominent types of styles of leadership.
As known, the path-goal theory identified four distinct styles of leader behaviors -supportive leadership, directive leadership, achievement-oriented leadership, and participative leadership (House, 1986) . More recently, the dominant typology is that articulated by Bass (1981 Bass ( , 1997 and his associates (e.g. Bass & Avolio, 1993; Bass, Avolio & Goodheim, 1987) who suggest a transactional-transformational paradigm.
In this study, the researcher drawn on this tradition used the rich historical leadership literature to conceptualize four major types or styles of leadership to use in the contingency theory. Fundamentally, the typology is consistent with the viewpoints of Bass, but it is extended to include other views or types.
Researcher's historical analysis is adapted from Pearce et al. (2000) . For each style, we draw from several theoretical roots of specific leader's behaviors as well as broader theoretical theories that can be related to leader behavior.
The roots are summarized in the table below:
MODELS OF LEADERSHIP TYPES

Leadership type Theoretical bases ---------------------------------------------------------------------------Directive leadership
Theory X leadership (Mc Gregor, 1960 ) Initiating Structure from Ohio State studies (Fleishman, 1953) Task-oriented behavior from Michigan studies (Katz, Maccoby, & Morse,1950) Punishment research (Arvey & Ivancevith, 1980) Transactional leadership Expectancy theory (Vrom, 1964 ) Path-goal theory (House,1971 Equity theory (Adams, 1963) Exchange theory (Homans, 1961) Reinforcement theory (Luthans & Kretner, 1985; Sims,1977) Reward research (Podsakoff, Todor & Skov, 1982) Transformational leadership Sociology of charisma (Weber,1946) Charismatic leadership theory (House, 1977) Transformational leadership (Bass, 1985; Burns,1978) Empowering leadership Behavioral self-management (Thorenson & Mahoney, 1974) Social cognitive theory (Bandura, 1986) , Cognitive behavior modification (Meichenbaum, 1977) Participative management and participative goal-setting research (Likert, 1961 (Likert, , 1967 Locke & Latham,1990 Pearce et al. (2000) The influence of leadership style on job performance, organisational commitment and satisfaction has been well established (Breckenridge, 2000; Vries et al., 1998; Cairns, 1996) . While leadership style has an impact on organisations, department, and teams, as well as work climate and atmosphere, leaders who want the best results should not rely on a single leadership style (Goleman, 2000) .
Empirical evidence has been produced whose demographic variables such as years in organisation, age, level of education and the duration of leadership (Chen & Francesco, 2000; Mathieu & Zajac, 1990) can have significant impact on organisational commitment. Sommer et al. (1996) revealed that position, tenure and age were significantly related to employee commitment for korean subjects, which were consistent with the western results. Mitchell (2000) suggests that several factors account for generational differences in the attitudes and behaviour of workers. The level of education and age were identified as important determinants. He suggests that the level of education influences people's values, wants and needs and makes them think and behave differently. Age, on the other hand, tend to give greater or lesser degree of expression of individualism among the workers with the younger generations feeling more comfortable exhibiting individualistic behaviours. Collecting their data from American and Canadian managers in a variety of organisations, Kabacoff & Stoffey (2001) carried out a large sample survey on age differences in organisational leadership. Their basic findings are summarised into two lists (Kabacoff, 2002) . On leadership styles and behaviour, compared with older workers, the researchers found that younger workers feel more comfortable in fast changing environments and more willing to take risks and consider new approaches. They also operate with more energy and intensity, and have a greater capacity to generate enthusiasm in others. In addition, they are more likely to seek out opportunities to take charge and push vigorously and competitively to achieve a high level of results. Compared with older workers, younger workers also tend to work to develop and promote themselves. Similarly, on leadership styles and behaviour, compared with younger workers, the researchers found that older workers study problems in the light of past practices in order to ensure predictability, and minimise risk. They tend to maintain a calmer and more understable (though not detached) demeanour. Older workers tend to maintain an in-depth knowledge of their field and use this knowledge to approach problems. They cooperate and delegate more, and show a greater degree of concern for other workers.
In a monograph, Edwards (2000) summarises the views of several authors on differences in leadership styles and behaviour across organisational variables (size, type, structure) on organisations. He reviews the recommendations of Khaleelee & Woolf (1996) , that leadership should be demonstrated in all types of an organisational structure, as they believe that effective leadership is a prerequisite for organisational success.
Organisational commitment, job satisfaction and communication are variables that can be the major determinants of organisational performance (Riketta, 2002; Kramer, 1999; Angle, 1981) and effectiveness (Lashchinger, 2001) .Some studies have reported strong correlations of organisational commitment, communication and job satisfaction with turnover (Benkhoff, 1997; Baugh & Roberts, 1994) . When employees are dissatisfied at work, they are less committed and will look for other opportunities to quit. If opportunities are unavailable, they may emotionally or mentally "withdraw" for the organisation. Thus, organisational commitment, communication and job satisfaction are important attitudes in assessing employee's intention to quit and the overall contribution of the employee to the organisation. Numerous antecedents of job satisfaction, organisational commitment and communication have been suggested in the earlier studies (Chen & Francesco, 2000; Mathieu & Zajac, 1990) . For example, leadership (Williams & Hazer, 1986 ) was shown to have significant impact on all three of them, organisational commitment, communication, job satisfaction (Lok & Crawford, 1999; 2001) . Also, earlier studies have shown that organisational variable of leadership can affect managerial styles (Westwood & Posner, 1997) and employee behaviour (Chen & Francesco, 2000; Miroshnik, 2002) .
In the area of managerial effectiveness, managers must have a mutual understanding of the skills and responsibilities necessary for other managers across similar and different organizational levels and functions (Kraut et al., 1989) . If these skills and responsibilities are not clearly understood, managers will not be able to coordinate work effectively, communicate expectations, deliver feedback, or be prepared for job transitions or 6 other training and career development activities (Kraut et al., 1989) . Managers must fully understand their roles and responsibilities and become adept at a variety of skills to perform their job effectively (Ahearn et al., 2004; Halbesleben et al, 2003; Stockdale and Crosby, 2004; Wallace, 2004; Zaccaro et al., 2004) .
Management development specialists are interested in the synergistic elements (organisational commitment, managerial effectiveness, team communication, job satisfaction) impact on an organisation type structure, managers personal features and the managers' leadership styles they use. Therefore, further research and investigation is warranted in analysing this synergistic impact.
Research method
To indentify the impact of personal as well as the organizational influences and the explanations for the managers' leadership styles in Emporiki Bank along with their communication, commitment, satisfaction, and effectiveness, the following research method was employed in the study. A building block of the organizational structure within Emporiki (and consequently, within the majority of banking or financial institutions) is the "Branch". The Emporiki bank' s branches are mainly operating in 3 modes according to:(i) the capacity of their employees,(ii) their employees' job responsibilities, and (iii)the products and services they offer to the businesses and to the individuals. The subdivision of the branches is as follows: 1. Full Service Branches, 2. Medium-Sized Businesses and Individual's Branches, 3.Individual Customers Service Branches.
Sample and procedures
A questionnaire survey was conducted where the population for the study was 300 managers. They were sent by Lotus Notes, which is the internal electronic communicational system of the Emporiki Bank.
The questionnaires were sent randomly to all the branches of Greece and without selection of their category whether it was ) Full Service Branches, ) Medium-Sized Businesses and Individual's Branches, and c) Individual Customers Service Branches. The questionnaires covered managers from all the regions of the country in which there were branches of Emporiki Bank.
The researcher opened up the e-book with the addresses of the branches of the Bank and sent the questionnaires in random order. They were accompanied by a descriptive letter which reported the subject of the research, the great importance that their participation had for the completion of the research, the secrecy of their answers and their capability for access to the results of the research when the research came to its consummation. Also, the professional title of the researcher was reported in the letter.
A total of one hundred ninety completed and usable questionnaires were returned, for a response rate of 63,3 per cent with a reminder being done by the researcher' s phone-call. The medium response rate was explicable, and the explanation was suggested as the middle managers' lack of free time and the pressure and limitations they faced in their everyday routine. Also, in some cases the reasons included individual practices of non-response to unsolicited surveys (Waldman, Ramirez, House & Puranam, 2001) . Overall, the number of responses to our survey was considered reasonable and adequate for statistical analyses.
The questionnaire requested respondents to indicate the ways through which they dealt with their day-to-day activities. The different questions they answered corresponded to 1) four leadership styles (transactional, transformational, empowering, directive); 2) their competences which influence the managers' performance (communication, personal effectiveness) and 3) their commitment and their job satisfaction. Similarly, respondents were also asked to indicate where they belong in the organizational characteristics, namely: Full Service Branches, Medium-Sized Businesses and Individuals Branches and Individual Customers Service Branches. Similarly, respondents were also asked to indicate their age among the 4 age groups specified in the survey, namely:1) up to 30, 2) 31 -45, 3) 46 -60 and 4)60 -65. Also, respondents were also asked to indicate what educational level they occupied, among the 4 Levels of Education groups specified in the survey, namely:1) Without Certificate, 2)Bachelor, 3)University Degree, 4) Master.
The meaning attached to each question of the leadership styles dimensions and the features such as commitment, job satisfaction, communication and effectiveness was explained in the survey and the rating adopted a Likert-type scale from 1 (Not at all), 2 (Once in a while), 3 (Sometimes), 4 (Fairly often), and 5 (Frequently, If not always). The questionnaire, thus, incorporated a self-report version with authentic questionnaires, borrowing of course, some parts of standardise questionnaires which should be adapted to the Greek reality.
For the needs of this current study, it is adopted the principle that, the degree of appearance of the elements of commitment and satisfaction in managers' behaviour and of the degree of existing competences of communication and effectiveness, demonstrates that they possess them.
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It should be stated that some authors , e.g. Hogan & Hogan (2001) and Podsakoff & Organ (1986) , are critical of self-report data used in leadership research, as they contend that leadership is a social influence process and thus, should be determined by manager' s staff/direct reports. While Gill (2003) accepts the fact that self-reports are open to criticism he nevertheless argues that they can be valid and useful in certain circumstances, when he felt that the need for socially desirable responses is absent or minimal. Indeed, Saville, Sik, Nyfield, Hackston and MacIver (1996) have demonstrated how "self-report personality scales show predictable, significant and substantial correlations with criteria of management job success. The authors also suggest that: 'It is important not to exaggerate the problem of social desirability in responding.' And according to Hough, Eaton, Dunnette, Kemp and McCloy (1990) , response distortion due to social desirability does not appear to affect validity coefficients significantly.
As indicated above, the questionnaire also contained information on respondents' age, level of education, type of branch of the organisation they worked for. The aim of collecting the latter set of data was to explore their utility in describing the leadership styles of managers and their competences (organizational commitment, job satisfaction, team communication and effectiveness). Although typically used as control variables in many types of studies, the items age, education, e.t.c. are used as independent variables in this research while the various forms of leadership styles and competences are the test or dependent variables.
Results
The mean, standard deviations and inter-correlations among each of the leadership styles are presented in Table  1a , 1b, as well as the values of the Cronbach's alpha for the distribution. These statistics are generally satisfactory and our results showed significant correlations for each group of questions.
To examine the issue of relationship among the four styles of management and the fundamental features such as commitment, satisfaction, communication and effectiveness by the level of characteristics (kind of bank, age, education), an analysis was carried out with cross-tabulation.
The appropriate plots and the observation of how much different results are given by the levels of the three independent variables (kinds of bank, age, education) concerning the four leadership styles and four characteristics as commitment, satisfaction, communication and effectiveness, which are the main variables (depended variables) of the current research, lighted the structure and the pattern of the variables.
A proper pair of hypotheses that was used was that there is independence between the pair of the variables that is being examined each time and that there is not independence in the alternative hypothesis. The pair of the hypothesis is: a) H 0 : the correlation between i, j variables is not significant. And b) H 1 : the correlation between i, j variables is significant.
After the estimation of the Pearson' s statistic chi-square, the test was based on the p-value (observed level of statistical significance).Since the significance level, a, is 5%, values of the observed level of statistical significance less than 5% cast doubt on the acceptance of the Ho hypothesis.
Tables 2.a to 2.c summarise the results of the Chi-square Statistic of dependence as well as the corresponding p-values of the Test of Dependence conditional on the three kinds of banks, the two groups of ages, the three levels of education respectively.
Discussion
This section of the article discusses the empirical analyses and results presented under the results section. The statistically significant findings in relation to explanatory leadership styles were the described " Table  dependence-independence" results (table 3) , summarizing the impact of independent variables of age, education and type of branches of four leadership styles in the organization and the fundamental features such as commitment, satisfaction, communication and effectiveness. Additionally, the findings of this study gave considerable interest in the assessment of managerial effectiveness and examined the influence of preferred managerial styles on effectiveness (Tett et al., 2000) . This discussion is subdivided into 4 parts, namely: the impact of directive leadership style, empowering leadership style, transformational leadership style and transactional leadership style.
The impact of directive leadership style
A part of Table 2a.-2c pertains to directive leadership style and it is the extent to which a manager attains desired objectives by telling subordinates or others what to do and how to do it. The results of the analysis suggest that managers' education level is a significant predictor of the use of directive leadership -the higher the managers' education level is, the less directive leadership that takes place. This result is as expected. Higher education level of leaders tend to give the most time broad outlines, opinions and suggestions rather than directives to their staff. On the other hand, managers with lower education level often need to give specific directives to facilitate operatives in doing exactly what is expected of their peers and when.
It is interesting to observe, under directive leadership, that the interaction of age and type of organisational structure in combination with the satisfaction, commitment, communication and effectiveness, in the present organisation is positively and statistically significant (table 2a-2c). These results suggest that given that higher education level is consistent with the use of less directive leadership, age may positively has an impact on the use of directive leadership. Older leaders can draw on their years of experience to specifically make decisions with greater degree of confidence which younger managers do not seem to possess.
The impact of empowering and transformational leadership styles
Empowering leadership style is the extent to which the managers attain desired objectives by leaning subordinates or others to make their own decisions, share a consensual decision-making process with their subordinates or others to achieve their objectives. In this scenario, the resulting decision is a joint one between the managers and subordinates. Transformational leadership style, on the other hand, shares a consensual decision-making process with their subordinates or others to achieve their objectives. In this scenario, the resulting decision is a joint one between the managers and subordinates.
The results of empowering and transformational leadership styles, in tables 2a-2c, are similar one to another in the sense that kind of bank, age and Level of education are individually statistically significant (positively or negatively) in most cases. These results suggest that the higher the level of education, the less transformational and empowering leadership occur. Therefore, the managers that hold a University degree, use both of the two leadership styles and data shows that, they have a positive relation with the satisfaction, commitment, communication, and effectiveness.
However, while two of the three education levels are negatively associated with each of transformational and empowering leadership styles, a kind of organisational structure is positively associated with each of the two variables. Also table 2b indicates rather a strong significance of the couple variables empowering stylecommitment, empowering style-communication, empowering style-satisfaction, empowering styleeffectiveness, transformational style-commitment, transformational style -communication, transformational style-satisfaction and transformational style-effectiveness when the managers are 36-45 years old. At the age 46-60 there is not a good relationship for the above mentioned couple of variables.
In general, the results seem to suggest that the older an employee the less the level of empowering and participation that he tends to engage in within organization in the performance of his job is too. As a result of greater use of more and more technology today, older workers are rather not eager to follow the changes, they feel rather panicked and don't share their experience with others.
The impact of transactional leadership style
Transactional leadership style is the extent to which the managers discuss matters with their subordinates or others before they decide what to do to achieve unit objectives. Here, although the managers support, the resulting decision is theirs alone and they shoulder the responsibility for them. Tables 2a-2c pertains to this style too. The results suggest that age is not positively related to transactional leadership at the age 46-60. This suggests that older managers have a tendency to shoulder the responsibilities of their decisions less than younger managers. This can be a result of their bad relation with higher level of management or because they see their pension come soon. The results show that , the transactional leadership used to the bigger organization structure (type of branch) , while as far as the involvement of this style in combination with the satisfaction, commitment, communication, effectiveness are concerned, there is not a good relationship with any level of their education.
This study sets out to examine the leadership styles of managers from the perspectives of their ages, their level of education and the type of organizational structure, in the organization they work. Using survey data from 190 managers from Emporiki bank in Greece, it was found that managers can use the four leadership styles at all types of branches of the bank. However, it was also found that older managers and at higher education levels tend to use a composite leadership style (a situational leadership style) rather than to select an appropriate style of leadership in performing their organizational activities. The above logical aspects find theoretical basis on contingency approach to leadership (e.g. LMX theory: Graen, 1982; path-goal theory; House, 1999; situational leadership theory: Hersey & Blanchard, 1988) . According to George (2003) , to be authentic in your management behaviour means that you have to develop your own style in accordance with your personality and character. Whetten et al. (2000) emphasized the importance of intrapersonal skills for effective management. This means, according to their perspective developing self-awareness on the basis of a thorough analysis of one's strengths and weaknesses. Understanding the interplay between people's preferences and their day-to-day workplace behaviour is crucial for designing and implementing effective individual development efforts (Berr et al., 2000; Riding and Rayner, 1998) . People can be trained to adopt strategies to overcome the weaknesses of their styles in specific situations (Armstrong and Sadler-Smith, 2006; Hough and Ogilvie, 2005) .In this regard, some relevant action points were identified to enhance managerial style awareness. Importantly, no style is inherently better than another. Schroder (1994) , for instance, found that leadership styles are independent of management competence, but do influence the way in which management competence is expressed. Understanding the implications of leadership styles differences can be a basis for fostering better working relationships (Allinson et al., 2001) . Overlooking the impact of leadership styles differences can lead to interpersonal disagreements and conflict situations, as people with different leadership styles may not understand or respect each other. Thus, to be successful, effective managers should be aware of their own way to lead and those of the people that surround them. George (2003) saw dealing with different types of people as an important developmental task for managers. Managers can increase their effectiveness by working collaboratively with people with various cognitive styles and paying attention to different points of views, attitudes, behaviours, perspectives, and actual cognitions (Riding and Rayner, 1998) One limitation in this study is the nature of the sample. The subjects came from one type of bank sector. It is Emporiki Bank with a course of special characteristics in its history, its culture, its philosophy, managerial practices and its values. It would be interesting for future studies to investigate the above issues, by contrasting the diverse types of organizations working in a multinational corporation or in a family owned business. Recently, much attention has been devoted to the importance of the organizational context in organizational studies (Johns, 2006) .
Another limitation is that the sample of the managers was examined in a spectrum of four leadership styles. If the spectrum of leadership styles was drawn from a wider range, it is possible that the results would be different. Furthermore, it can also be of interest to study managerial styles from the perspective of co-workers (subordinates, peers, supervisors), as they are in a unique position to provide valuable behavioural assessments for two reasons (Berr et al., 2000) . On the other hand, colleagues are often influenced by the consequences of the focal person's actions. On the other hand, they can observe this behaviour over time and in a variety of situations. Waldman, D.A., Ramirez, G.G., House, r.j., & Puranam, P. (2001 Notes: a. In general, a good fit to the data is indicated by high p-values ( p-value does for sure exceeds the significant level a=5%) in the analysis of variance, meaning that the variables/criteria contribute equivalently to the structure of each level/factor and explain them. b. a= coefficient of Cronbach, which is statistically significant when ranges in value from 0,70 to 1. * = the Bank type equal with 1 (it means, "Full Service" Branch) ** = the Bank type equal with 2 (it means, " Medium -Sized Business and Individual" Branch), *** = the Bank type equal with 3 (it means, "Individual Customers Service" Branch) 
